The satisfactory organization of an educational exercise is dependent on the organizer having a precise understanding of the needs of his students, their present level of knowledge and understanding, the motives which govern their will to learn, and on the organizer's ability to draw together people with intellectual resources capable of satisfying those needs of the students. Both students and tutors must be placed in an environment which encourages communication and interaction and adequate physical resources for teaching must be provided.
INTRODUCTION
There was an old sailor my grandfather knew Who had so many things which he wanted to do That, whenever he thought it was time to begin, He couldn't because of the state he was in. A. A. Milne, The Old Sailor. When faced with the responsibility of organizing a major educational exercise many feel like the old sailor. Educational exercises can vary from simple one to one tutorials in an operating theatre to small in hospital tutorials, intra hospital tutorials, city-wide teaching sessions, and national or even international educational programmes. In this paper an analysis of the processes involved in setting up a major educational exercise will be presented.
THE NEED TO LEARN OR THE NEED TO TEACH?
Factors governing the development of an educational exercise are complex. In many cases the initial stimulus comes from students who feel a need for organized teaching. This need reflects demands on students to progress through their training. Such demands include pressure from their peers, senior colleagues and families, and the lure of the status which a fellowship confers, not to mention the change in monetary reward which follows the award of the fellowship. Because of these pressures students are generally ready to learn; a process of selection has tended to eliminate those not interested in actively increasing their knowledge.
Other pressures which result in educational programmes being organized are those which can be best described as " a need to teach". Fellows who have finished their registrar training, Faculty Regional Committees, and the staff of hospital departments, are under great pressures to provide educational opportunities for registrars. In part this pressure arises from a sense of responsibility, in that having been taught they feel obliged to teach, but in some degree the pressure is perhaps more subtle. Students who pass examinations well reflect favourably on their teachers. Everyone likes to have been involved in teaching a successful candidate.
READINESS TO LEARN
Most doctors who have reached the stage of specialist training are highly motivated to learn. The effect of motivation is difficult to quantitate but there seems little doubt that the rate of learning is accelerated if motivation is strong (Hilgard 1964) . Most of these doctors have also developed a learning set. By this it is meant that the student has developed a method of learning, or has learnt to learn in a way which provides rewards. The student who learns well is encouraged to continue learning. Postgraduate students have often developed a number of different methods of learning. Thus organized educational exercises should provide, if possible, a variety of methods of learning.
A student's readiness to learn is in part due to success at learning to learn. However, it is probably affected more by prior knowledge which falls into two separate categories (Ausabel 1968). 1. A long term, well organized knowledge structure. .) Specific short term immediately rele\"ant know ledge. Type 1 knowledge allows students to transfer information laterally from one area of understanding to another. For example, principles of chemistry may be transferred to physics, and principles of electricity to physiology. The organizational basis of this material is used by the student in his incorporation of new knowledge. Lack of type :2 specific short term knowledge affects a student's progress through a problem which he is currently dealing with. Obviouslv if he does not understand the first principles and facts of a problem he will be incapable of progressing to a satisfactory conclusion. He will not learn because he does not have the specific short term information necessary to make what he is hearing understandable.
Students do not appear to carry out assimilation of both types of kno~vledge simultaneously. They progress alternately. Specific facts and understanding are acquired, then incorporated into the organizational structure and their implications expanded into other areas. This paves the way for the assimilation of new material.
A teacher who recognizes the need for both types of learning will provide the student with organizational clues as well as new facts and specific knowledge. These clues will aid the student in organizing the new material. The clues may be highlights or basic principles which allow the student to code and store the material which he is receiving.
It seems likelv that successful teachers either intentionally or unintentionally provide students not only with facts but \\"ith organizational clues \\"hich the student uses to impro\"e his retention and understanding of the new information.
WHAT Do \YE TEACH? Postgraduate students need to acquire two types of learning They must learn facts and mental manipulatiYe skills, and they must learn motor skills. :'IIotor skills are most commonly learnt by doing, and very little formal teaching is involved. The acquisition of facts and their manipUlation on the other hand is usually the reason for which an educational exercise is planned.
The teaching of facts and mental manipulati\"e skills can be carried out at a number of levels. Bloom (1956) suggested that there are six levels of learning. Those levels together with the function appropriate to them are as follows:
(a) Knowledge: requiring factual recall. our students need to be taught facts, or have they reached the stage of analysis? Do they know the tacts but need help with comprehension, or do they require practice at e\"aluation? The needs of students attending educational programmes vary depending on whether they have just entered postgraduate training or they are to sit their final examinations in six weeks time. It is obviously important that we know the level at which the students are functioning and what their needs are before we attempt to plan the educational exercise.
PLA);~I);G THE PROGRA~DIE
A detailed analysis of the trainee anaesthetist's educational requi'rements and the \\'ay in which they can be met on a one to one hasis has been carried out by Jack and Engel (1976) . In planning a specific programme, for example, a short pre-examination refresher course, the first question must be: "\Yhat do the students need?" \Ye can find out by asking them, by asking their supervisors, by reading examiners' reports, by thinking back tn our own preexamination situation, and by looking at what others have offered and the success of their programmes. For example, programmes in other regions or previous programmes in your own region should be examined.
Postgraduate students at this stage usually ha ve most of the facts which they are required to know. Their comprehension is usually good 19, 6 though it may require some help. Their application of information and the use of abstractions in concrete situations is not always good. They may have some difficulty in analysing and being critical of information which is offered, and they may be poor at synthesizing patterns from given material. Their ability to evaluate a set of conditions is usually moderately good. Having made an assessment we can then begin to plan the form of our programme.
Obviously the students will be requiring opportunities to ask questions and acquire knowledge which they have not so far been able to do. They will want to discuss and argue about principles and facts. They will require opportunities to analyse situations presented to them. They will need practice in organizing patterns from facts or problems which are presented and they will probably welcome the opportunity to make evaluations. In other words student participation must be encouraged and the programme must not be limited to a series of lectures.
How long should the course last? It is difficult to maintain concentration and attention in an intensive course for much longer than one week. Trainees probably find it easier to obtain leave from their hospital for one week, rather than two, particularly when several trainees in one department wish to attend.
By discussion with colleagues and trainees, the topics to be covered can be determined and a programme drawn up in broad outline.
Next comes one of the most difficult jobs of all. The selection of tutors. The person who is selecting tutors needs to have a wide knowledge of the interest of available tutors, and be able to make some assessment of their ability as teachers. Poor teaching is rarely a problem of content, it is much more likely to be a problem of teacher-student interaction (Morrison 1973) .
Having decided which tutors will be asked to supervise each topic they must be contacted and a convenient time for their session arranged. The best way of doing this is to draw up a rough outline timetable. Start with the first topic and supervisor and work through, fitting them in wherever possible. The last few may prove difficult because they are unavailable at the only remaining times free in the programme. In that case change the supervisor and ask some other suitable person who is free to take responsibility.
It is important that each tutor is given clear direction regarding the form of his session. If it is to be a lecture he should be told so. If it is to be a tutorial then he should prepare a tutorial outline for prior distribution. If it is to be a quiz and student discussion session then he should have a list of questions ready but should be prepared to encourage inter-student argument and discussion.
How long should each session be? Most educationalists and students agree that it is difficult to maintain attention at a satisfactory level after about forty minutes. This time can sometimes be extended by having a complete change of presentation of the topic, or sometimes by having two persons running the programme. This may provide sufficient variety to maintain interest beyond the normal forty minute limit.
How MANY SHOULD ENROL?
If student participation is intended, it is important that numbers be kept to somewhere between 12 and 18. Once a group develops beyond this size individual members tend to become lost and are not able to make an adequate contribution. A limit can be placed on the number enrolling by asking trainees to state on their application form whether they are (a) intending to sit the next examination, (b) considering sitting the next examination, and (c) definitely not sitting the next examination. Priority can then be given to those who are sitting lOr the next examination and as soon as the numbers reach 12 to 18 no further enrolments are accepted.
If student participation is not an important part of the programme then obviously numbers may be increased.
Setting the fee is sometimes a difficult problem but it should be sufficient to cover the costs. The cost per student will in part depend on the number enrolling.
The site of the course is important. Interruptions should be at a minimum. The room should be comfortably warm but not overheated nor too cold. There should be adequate lighting. The students should be arranged if possible in circular fashion rather than sitting in rows behind each other. If argument and discussion are to be encouraged then the circle will do this while row seating will inhibit it. Comfortable and suitably sized chairs and tables must be provided, and ash trays, morning and afternoon tea facilities, and teaching aid resources must be assembled. A chalk board of some description is essential, and an overhead projector and 35 mm slide projector are usually also necessary. Ideally the course should be advertised some six to eight weeks beforehand, and entries should close approximately one week before the course starts, all fees being receivable before attendance begins.
Supervision of the day to day running must be delegated to one person and this is often the organizer. Minor problems which arise should be dealt with promptly. Tutors, who will have received confirmatory letters some two weeks before the course began, should be reminded the day before their session by a tactful secretary. Notes for students should be posted to them about two weeks before the course begins.
EVALUATION
Evaluation of a course is absolutely vital. Only by adequate evaluation using questionnaires is it possible to appreciate difficulties which may have arisen, find subjects which were dealt with unnecessarily, hear about topics which were omitted which should have been included and detect those tutors who are not communicating well with their audience.
The final evaluation of the course's effect on learning takes place in two ways. One is the SUbjective impression of the tutors together with the volunteered opinions of the students. Secondly, if the students face the examiners some six to eight weeks after the course has been held and the success rate of those who attended the course is higher than the overall pass rate it may just be possible that the course was successful. The other possibility that only those who would succeed attended the course because of their increased interest must also be considered. Changes suggested by the evaluation can be incorporated into the next course.
